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you can finite -- more finely define those kind 

of categories. 

3 MR. SIVULA: Well, you know, right now, you know, our 

4 

5 

6 

7 

maintenance program on the coconut trees is 

twice a year for every coconut tree. But, you 

know, taking into what you said, we should 

probably prioritize which ones get cut first. 

8 COUNCILMEMBER TAVARES: Yeah. 

9 MR. SIVULA: And that would meet what you are saying. 

10 

11 

Because we oftentimes leave it up to the 

contractor. 

12 COUNCILMEMBER TAVARES: Right. 

13 MR. SIVULA: So he will start at Park A when we want 

14 him to start at Z. 

15 COUNCILMEMBER TAVARES: And sometimes it's going to 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

be an economy of scale, too. If you've only got 

two trees that are in Category A in one park, 

and you have got, you know, 18 trees in 

Category B, it makes more sense to just trim 

them all because you are there rather thai say, 

"0h, I will only do these two over here, f' nd 

then I have got to go to the next park." So, 

you know, those things have got to be �w�e�i�~�h�e�d�.� 

But I think these are lofty goals, and I 

know that you have worked very hard on 
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especially the tree trimming part. 

The -- 1 don't know if you are working 

with the Outdoor Circle with some of these tree 

issues on the street trees and stuff, but 

they -- they may be, you know, a source to help, 

to help manage the street trees. 

1 believe that, you know, we are not 

going to take the -- are the State people here? 

Anyway, 1 won't say anything about the State. 

We don't want to start the mentality 

that we shouldn't have trees because they are 

hard to maintain. The whole thing about having 

our Tree Ordinance and our Subdivision Ordinance 

that require trees In parking lots and on 

streets is to enhance the beauty and what we 

want to do with our roadways and subdivisions 

within Maui County. 

1 don't -- 1 didn't see in the Public 

Works performance measures anything about 

aesthetics when they talked about roads. They 

only talked about pavement. Sol guess they are 

leaving the aesthetics part to the Parks 

Department. 

But 1 believe that the people in our 

community, this is something they want, and if 
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it's what they want, they are going to have to 

realize what the expense is in order to maintain 

what it is that they want. 

And we have to do a better job 

communicating that to the public, that if you 

want these types of trees, you want this 

maintained, then it is going to cost this much. 

And if it's valuable to you or it's something 

you value, then, you know, we are going to have 

to put the resources there. 

Thanks, Ken. 

12 MR. SIVULA: Thank you. 

13 CHAIR JOHNSON: Thank you very much. Thank you, Ken. 

14 And is this going to be the last one, 

15 then? Mr. Matsui. 

16 MR. MATSUI: We are the Planning and Development 

17 

18 

19 

20 

21 

22 

23 

24 

25 

Division. Our basic function is to implement 

the Department's Capital Improvement Program. 

We provide other functions too, such as we 

implement the park dedication portion of the 

Subdivision Ordinance. We also represent the 

Department on different land use reviews, such 

as SMA permit review, environmental assessment, 

change in zoning, that type of stuff. 

We also assist the districts in maJor 
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repair/maintenance type of projects. We also do 

in-house projects, coordinate with like the 

construction maintenance, prison work line, that 

type of thing. 

And as far as performance measures, we 

looked at a lot of different things, and it was 

really difficult for us to come out with 

anything like -- a lot of our projects involves 

review and approval by outside agencies, which 

we have no control over their timetable. 

And so we ended up with just two 

performance measures. One was percent of 

projects that are fully encumbered within 12 

months of the 18-month capital improvement 

project cycle. And we have set that pretty much 

at 60 percent, that benchmark. 

And also the second performance measure 

was the number of projects that fell within 

10 percent of the budgeted amount, and we pegged 

that at about 60 percent. And like, last year, 

you know, we carne 59 percent for the first one 

and 55 percent for the second one. So you know, 

the 60 percent is a pretty good goal. And 

that's pretty accurate. 

25 CHAIR JOHNSON: Thank you. Are there any questions? 

Ralph Rosenberg Court Reporters, Inc. 
Ofe: (808)524-2090 Fax: (808)524-2596 



1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

21 

22 

PA 10/02/03 88 

Councilmember Pontanilla. 

COUNCILMEMBER PONTANILLA: Thank you. In regards to 

capital improvement projects, you know, when you 

mention over here, number of projects that fell 

within 10 percent of budgeted amount, do we have 

any idea how many of those -- it would be 

40 percent that was budgeted. Outside of the 

amount, looking at, you know, how much did it 

cost us as far as the projects themselves, each 

individual projects? 

In other words, if there was a project 

that cost $250,000, and we ended up spending 

$350,000, how many of those projects that went 

beyond the so-called budgeted amount that we 

need to explain? In other words, how much it's 

costing the County for each additional, I guess, 

change order and how many of those change orders 

do we have within a year period, and the dollar 

amount? 

I am looking at, you know, how much does 

a project really cost from what it was budgeted 

for. 

23 MR. MATSUI: Yeah, that's the 60 percent figure that 

24 

25 

we are looking at, or that we are trying to 

achieve. A lot of them go over. A few of them 
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go under. Most of them goes over, you know. 

There's a number of factors. One is a 

lot of times, when we estimate the project, we 

don't have enough information to give really, 

really good cost estimates, because, you know, 

at the stage -- the planning stage of the 

project, so we can give you order of magnitude 

estimates. 

When we gOlng -- as we go further along 

into the design, we get better and better 

estimates. Your best estimate is the prebid 

estimate, where your the project lS designed, 

and we are going out to bid, and so we have a 

prebid estimate. And that's our consultant's 

best estimate, and they base it on past 

projects, at that time the going cost in the 

industry of certain items. And that's done. 

And then there's the general 

contractor's bid, and for them, it's an estimate 

for them too. But their estimate they have to 

live by because if they underestimate, they lose 

money. If they overestimate, they make money, 

but they may not make the bid. 

So, you know, the 60 percent may seem 

like a low percentage to hit, but you know, a 
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lot of times in the budgeting process, 

sometimes, you know, the number we ask for gets 

cut by the Administration, and then sometimes we 

corne to the Council and the Council cuts it, 

too. So you know, a lot of times, the number we 

ask for is not the number that we ended up. 

Sometimes the scope changes. A lot of 

times it increases, you know. When you go out 

to community groups, you know, and ask is this 

what you want, nobody will tell you, "I want 

less." A lot of times they say, "I want more," 

you know. So we are always caught in that kind 

of situation. 

And as far as change orders, you know, 

we do have a procedure where all of the change 

orders have to be justified, you know. It's not 

where, you know, a chance for the contractor to 

make money. We make sure that the figures they 

give us is a fair and accurate amount, and they 

need to justify it by the cost of their manpower 

and the cost of the materials that they are 

adding. 

23 COUNCILMEMBER PONTANILLA: And the reason why I am 

24 

25 

asking this question is that when you look at 

projects themselves, you want to be within plus 
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or mlnus 10 percent most of the time. And when 

we are looking at 60 percent of the time, you 

know, it doesn't -- for me, it's like, you know, 

we are spending more money than what we had 

budgeted for. 

And in the case where if the Council 

didn't provide you the moneys for each 

individual project, then that things need to be 

flagged so at least the Council would know that, 

hey, I have a project here that's going to 

overrun more than 10 percent. And in the public 

eye, it's probably -- you know, they would have 

the same question. Why is it costing the County 

more than what it was budgeted for? 

So we need, you know, those type of 
< 

explanation and that type of information so 

that, you know, we know how to answer the public 

out there because we're spending their 

taxpayer's dollars. 

Thank you, Chair. 

21 CHAIR JOHNSON: Thank you. Are there any further 

22 questions? Councilmernber Tavares 

23 MR. BUCK: I think as far as cost, one of the things 

24 

25 

we have been noticing on a couple of the 

projects is the additional State requirements 
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for SMAs, like an archaeologist. When we first 

went into a project, they say there's no need, 

and now all of a sudden before we can start the 

project we have to come up with 14,000 for an 

archeological study. So hopefully, in the 

future, they will be taking some more of those 

costs that weren't required in the past and are 

now being required. 

9 CHAIR JOHNSON: Thank you, John. 

10 COUNCILMEMBER PONTANILLA: Thank you. 

11 CHAIR JOHNSON: Councilmember Tavares? Or are you 

12 through? 

13 COUNCILMEMBER PONTANILLA: Yeah, maybe for the 

14 

. 15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

Department, you know, we have gone through 

several performance measurements from each of 

the different divisions. As far as a 

performance measurement, are these performance 

measurements relayed to our employees in regards 

to goals and objectives? 

In other words, when Ken was up here, 

just looking at his performance measurements, 

these are good measurements. And I was going to 

ask him the question in regards to if this 

measurements or performance goals that he had 

set for the Department has been relayed down to 
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each individual employees so that they would 

know themselves, you know, what is our goals? 

Hopefully, the goal comes from the top down so 

that when all of the divisions come together, 

you know, they will meet the Director's goal. 

93 

6 MR. BUCK: I think most of them are. That's one of 

7 

8 

9 

10 

11 

12 

13 

14 
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16 

17 
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19 

20 

21 

22 
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the reasons why we are trying to, like in the 

rec support services, that daily maintenance, 

set some of those standards because some of our 

workers, you know, when there's a complaint 

about the guy is out there all day in the park, 

but because of staff shortages or sick leave or 

whatever, he is out there working hard, and then 

there's a complaint because he wasn't able to 

accomplish the acceptable goal for that day. It 

becomes a morale thing. 

And you know -- so with the new goals, 

they do have the workers in mind because if we 

are saying we are going to clean, you know, the 

bathrooms 100 percent of the time twice a day, 

and we are only doing it 50 percent of the time, 

then we know that either our goal is too high, 

expectations are too high, or our staffing is 

too low. 

And In some instances, we will find out 
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In some areas that the staffing lS too low, and 

we have probably an increase in sick calls, time 

off, from our employees because of the fact that 

we keep adding parks but we really have not been 

adding the staff to go with the parks. 

So it's good that we are going to the 

point that we are gOlng to try to set certain 

standards, like we have been, so we know if we 

are -- do we really need to provide more 

manpower or lower our expectations so the 

everyday worker is not frustrated because of the 

high demands or the high expectations of 

everybody in the county. 

14 COUNCILMEMBER PONTANILLA: Yeah, that's the other 

15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

thing that we need to do. Looking at, you know, 

internally, as far as the department, you know, 

providing the things that we need to do, like 

training, how do we reduce accidents, things 

like that. 

I think some of those things will 

increase, like you say, morale. 

So, you know, although we provide 

services to the community out there, we need to 

look at our employees to make sure that they are 

well trained, they are trained in, you know, 
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efficiency as far as equipment operation, so 

that at least we can have more productivity out 

of them. On the safety side, you know, we need 

to reinforce how much workmen compensation costs 

the County each year, you know, some of this 

cost reduction. Looking at how do we spend our 

overtime, are we spending it wisely. There 

needs to be a number so that it becomes a 

target. 

So not only, you know, we are providing 

services to the people out In Maui County, but 

internally, we are looking at the cost as far as 

trying to provide these services. 

Thank you, Chair. 

15 CHAIR JOHNSON: Thank you. 

16 Councilmember Tavares. 

17 COUNCILMEMBER TAVARES: Thank you. 

18 

19 

20 

21 

22 

23 

24 

25 

You know one of my opening statements 

about the department being so huge, so don't try 

to focus on everything all at once? 

I think this is one program, division, 

that could stand to not be included in the rush 

for program objectives and measures. 

I think that -- I think there's a typo 

on the objectives foi the planning and 
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development on this sheet because it lS exactly 

the same objectives as recreation support 

serVlces, and I don't think that that's the 

objective of the planning and development 

program, to improve organized recreational 

activities. 

7 CHAIR JOHNSON: Yeah. 

8 COUNCILMEMBER TAVARES: They have to do with 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

facilities, not activities. And you know, 

improve recreation and leisure opportunities, if 

that means by building facilities or improving 

facilities, that's something else. But that 

doesn't quite say what it is. 

I think that you know, off the top of my 

head, I can't actually come up with it, but I 

think the Division or the program needs to look 

at what is important for that program as it 

relates to the overall mission of the Parks 

Department? And the information about the 

program measures, the Capital Improvement 

Projects, total dollar budget, what -- how does 

that information lead to the goal of the 

department? 

Now, the percentage of projects that are 

fully encumbered within 12 months, I mean that's 
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nlce. And if that's at 60 percent, if you had 

some grade gradation of, you know, 

80 percent or 90 percent of the projects will 

begin a process. 80 percent will be at a 

certain level. 60 percent will be fully 

encumbered within 18 months, then you have got a 

gradient to represent all of them. 

My cornmon -- my recurring, not cornmon, 

my recurring mantra on this division is that 

there are too many projects assigned through the 

budget every year for a department this size to 

cover. And it's driving people crazy, or it 

used to drive people crazy. I don't know if 

maybe, you know, you feel you can handle 30 new 

projects every budget cycle. But I remember 

back when, it was nuts. 

So there are going to be some projects 

that we are not going to even touch because we 

just can't spread ourselves that thin. But I 

think the reality check for the Council has to 

be, realistically, this division can handle X 

per year, and we have to look at prioritizing 

what those might be. And I know the departments 

have been, you know, very cooperative in saying, 

"Yeah, we can do this, we can do this," but when 
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it comes ~- when it comes push to shove, it's 

not reasonable. It's not reasonable to expect 

that this division is going to be able to handle 

all of the projects listed in the budget. 

So I think that the breakdown, where you 

are saying that you can start certain ones, and 

you know how you have the preliminary design 

portion, and then you have the bid spec portion, 

almost like a breakdown like that, how many of 

those things do you think can go out? 

And as far as the number of projects 

completed, I think in construction, the only 

measurement they use is how many completed on 

budget or under budget and on time. 

The ones that are going over, I mean --

you know, if we want to be less -- and I think 

that number of projects that fell within 

10 percent, it's actually I guess completed 

within 90 percent or less of the budgeted amount 

is the term. I know what you mean, you know, 

you are under budget 10 percent, but you have to 

turn it around the other way. 

But if that was the objective, then what 

we should do is inflate the budget amount so 

that you are always going to make this goal. I 
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mean, you know. That's basically what could 

happen. 

So I guess you've got to think what lS 

more -- what is important? And I guess the 

important thing is getting the budge -- getting 

the project done on time. That's what the 

people want. They don't want to hear that, "Oh, 

well, we don't know when we are gOlng to start." 

Or, "We plan to start in June." Or, "We are 

gOlng to put it out to bid in August." 

August comes along, it is not out to 

bid. "Well, we have to go back and redo the 

specs a little bit, you know. We found a 

problem, so now it's going to be December." And 

then December comes, and it's going to be 

February. 

So as far as the public's perception of 

what they want this division to do is they want 

whatever the project that got funded, they want 

it done. So develop the program measures and 

the objectives around that. What is the 

public's expectation of this division? And this 

other stuff is minor, and actually, who cares? 

I mean, if you are fully encumbered 

within 12 months, great. When is the notice to 
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proceed? What is the completion date? That's 

what people care about. When is it going to 

start? When is it going to end? When are we 

going to be able to Jump in that pool or play on 

that field? That's what they care about. 

So I guess that's, to me, the underlying 

purpose of performance measures and performance 

budgeting is because you want an outcome. You 

want a product. People want that product. 

So try to gear the performance measures 

according to what people's expectation lS and 

not put in things that are going to raise their 

expectation and then dash their hopes when 

something comes up and, you know, you are not 

able to put it out according to schedule. 

So that's all I would ask -- not all, 

but that's what I would ask of this section. 

And I think this is also -- like I said before, 
r 

this is a section, because you are already 

pretty highly regulated because of the budget, 

the eIP report that comes in quarterly, plus the 

regular budget where we examine all the eIP 

projects, there's a lot of review of your 

division unlike the other ones. They only get 

like a once-a-year review at budget time. 
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1 So to me, this isn't a critical area 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

that needs to have a whole lot of performance 

measures and stuff done immediately. And if 

they can focus more on the other -- especially 

the recreation support services, where I think 

the public has the most demands, and probably 

Aquatics, that those would be the areas you 

would focus on as a department. 

Because I mean, God bless you, being 

able to do this much. It is a lot, and I 

certainly do appreciate the effort that's gone 

into this. 

13 CHAIR JOHNSON: And I thank you. 

14 COUNCILMEMBER TAVARES: Thank you. 

15 CHAIR JOHNSON: Thank you very much, Councilmember 

16 Tavares. I think that those comments are very 

17 

18 

19 

20 

21 

22 

23 

24 

25 

important to remember, that sometimes it's not 

what you can show the community in terms of, 

let's say, your internal performance measures, 

but by the actual physical accomplishment of are 

we able to do what the community expects us to 

do. That, to me, is the ultimate goal of trying 

to please the pUblic. 

And particularly, with I think our 

budget coming up and having this dialogue now, I 
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there are expectations in anyone of these 

departments, whether it's Mr. Matsui's or in 

PALS, whatever, that at least we will know if 

102 

they can accomplish certain things or if they 

believe that they can accomplish certain things, 

particularly though in CIP. It,' s really 

critical to know we cannot realistically, with 

the number of personnel we have and just working 

backwards, the number of hours in the day, and 

the number of permits that they have to secure, 

we cannot do more than X numb'er of proj ects in 

this scope. 

And then that way, we will know in 

Budget at least to prioritize some of the 

things. And if there are projects that can be 

done on a more expeditious basis, then we need 

to know that. 

So I think from my perspective, it would 

be helpful if you have maybe even categories of 

different projects, like we could do maybe ten 

smaller projects of this scope. We could do 

four major projects. Or whatever you believe 

that you can realistically accomplish I think 

would help us so that we are not putting a lot 
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1 of our capital into these project areas when 

2 it's just not even realistic. 

3 COUNCILMEMBER TAVARES: Madam Chair, there was a 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

21 

22 

time and Patrick I think will remember 

this we counted the number of projects that 

were In active status for the Department. And 

at that time there was only Mr. Matsu~, nobody 

else, 52 projects to be managed by basically one 

person. And that's ridiculous because projects 

don't end at the fiscal year. They are all in 

different phases. They are under construction. 

And they go on. And then the next fiscal year, 

you are adding 15, 21 more projects, and it 

was I mean, it was just crazy. 

And because we had those kinds of data, 

we could come to the Council and say, "These are 

all the projects we are doing. We got a 

one-person operation here. The public wants 

this. We are going to have to beef up that 

division." 

And then we added project managers, one 

first, now -- then two. What do you have now, 

23 three? Four? 

24 MR. MATSUI: One more coming. 

25 COUNCILMEMBER TAVARES: One more coming. So I mean, 
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if this is what the -- if this is what the 

public demands, this is where we need to put the 

resources. But without that kind of information 

that comes from the Department saying, "Okay, 

this is exactly what we have got here. We have 

got these many projects in process, these are 

the completion dates," I mean -- and plus, there 

are projects that are not on the ClP list 

because they are in those county-wide park 

improvement category. There could be 20 

projects just in that category. 

So I think the information that the 

Council needs is really about what all those 

projects are. The community expects it. We 

have to be reasonable in what we can expect our 

personnel to accomplish within a set amount of 

time. 

So that kind of information is very, 

very useful, I think, to the Council to help 

them understand based on -- you know, we should 

be the one telling the community, "You know 

what, we can't have that project because we just 

don't we just can't devote the time to it." 

We have these priorities. And if these 

are the top ten priorities, and this one comes 
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up, which one does it replace? Do we take out 

number six and replace it with this? You just 

can't keep adding to your priorities. Pretty 

soon you have this huge list that. just lS 
, 

insurmountable as far as accomplishing your 

goals. Thank you. 

7 CHAIR JOHNSON: And thank you, Charmaine, because I 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

think that also we have another complication 

which may be things that we're mandated to do, 

particularly under the first item, which was our 

ADA accessibility for our parks and facilities. 

So there's another category where we 

don't have a choice. We have to do those things 

immediately. So they get put to the top of the 

list. 

Is there anything further, Mr. Buck or 

Mr. Correa? You have been very quiet there In 

the corner today. 

19 MR. CORREA: Remember we have ORAP. 

20 CHAIR JOHNSON: Oh, yes. Ocean recreation tomorrow, 

21 

22 

23 

yes. 

But anyway, is there anything further, 

Mr. Buck? 

24 MR. BUCK: No, we really don't have anything. 

25 I think we are kind of in the right 
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direction. Charmaine brought up a point with 

the CIP. We have additional people, but the 

list for each person is about the same. I mean, 

when we do the weekly report on who is doing 

what, it's about 40 to 45 per person, so we are 

still not getting away from the 55 numbers. 

And I think that the pian is, with the 

new person, is to start addressing more the ADA 

part of this transition plan. So those people 

will not get relieved of duties, they will 

probably just be adding more on, but the new 

person will have a certain category type of 

stuff to do. 

We just expect -- hope we get 

everybody's support as far as our programs next 

year, and the big issue coming up tomorrow will 

be ORAP, and hopefully we are going to get some 

support with that. 

Because transferring that activity from 

one department to the other and not addressing 

some of the issues why it has failed is not 

going to work. And that may include additional 

manpower and equipment to be able to regulate 

that the way it should be to get rid of some of 

the illegal activities. 
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1 But just transferring from one 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

department to the other without additional 

funding to make it happen, it is not gOlng -- it 

is still not gOlng to work. It just becomes our 

headache. 

That's where it should have been in the 

first place, but if we don't look into doing the 

funding for that particular ordinance change, we 

are going to be back where we were. You are 

just taking one headache from one department and 

putting it into another department if you don't 

have the keys to do the enforcement aspect, 

which is the major problem of the whole thing. 

14 CHAIR JOHNSON: Thank you. I really appreciate it. 

15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

Is there anything further, Councilmembers? I 

know some of you are looking forward to going to 

the fair. We already lost Mr. -- Councilmember 

Molina. He had an obligation to go to the 

parade. Yes. 

And I want to thank all of you, 

basically, the Department, particularly for 

taking their time and the effort, and I really 

appreciate it. 

These -- both of these items will be 

deferred because we will be looking at 
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1 

2 

3 

additional items. I believe that right now we 

also have the other item, which is the first 

item. That is going to remain in Committee. So 

4 we will leave this as an open item if you have 

5 any additional concerns or information that you 

6 would like input. 

7 So with that, Councilmembers, are there 

8 any announcements? 

9 COUNCILMEMBERS VOICED NO OBJECTIONS. 

10 ACTION: DEFER pending further discussion. 

11 CHAIR JOHNSON: Seeing none, thank you very much and 

12 

13 

enjoy the fair. This meeting is adjourned. 

(Gavel. ) 

14 ADJOURN: 3:57 p.m. 

15 

16 

17 

18 

19 

20 

21 

22 
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1 C E R T I F I CAT E 

2 STATE OF HAWAII 
SS: 

3 CITY AND COUNTY OF MAUl 

4 I, Chari L. Possell, Certified Shorthand 

5 Reporter for the State of Hawaii, hereby certify 

6 that the proceedings were taken down by me in machine 

7 shorthand and were thereafter reduced to typewritten 

8 form under my supervision; that the foregoing 

9 represents, to the best of my ability, a true and 

10 correct transcript of the proceedings had in the 

11 foregoing matter. 

12 I further certify that I am not attorney 

13 for any of the parties hereto, nor ln any way 

14 concerned with the cause. 

15 DATED this 25th day of October, 2003, in 

16 Honolulu, Hawaii. 
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